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ABSTRACT 

Each year, the U.S. Air Force Academy, the U.S. Military 
Academy, and the U.S. Naval Academy combined spend tens of millions of 
dollars to operate preparatory schools that provide an alternative avenue for 
about 700 students annually to gain admission to the service academies. The 
Department of Defense (DOD) requested that the General Accounting Office 
(GAO) review the 3 service academies and specifically assess the following: 

(1) the adequacy of their current mission statements; (2) the effectiveness 
of these schools in accomplishing their missions; and (3) the effectiveness 
of DOD oversight of these schools. The GAO found that the schools' current 
mission statements do not clearly articulate the purpose for which the 
schools are being used by their respective service academies; that it is 
difficult to evaluate how effective the schools have been in accomplishing 
their missions because performance goals have not been established; and the 
effectiveness of oversight is limited because the existing oversight 
framework does not include performance goals and measures. The GAO recommends 
that the DOD align the preparatory schools' mission statements with DOD 
guidance and the academies' expectations; establish quantified performance 
goals and measures for the schools; and enhance the existing oversight 
framework for assessing the schools' performance. (Contains 9 appendices, 3 
tables, and 30 figures.) (MO) 
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Why GAO Did This Study What GAO Found 



Each year, the U.S. Air Force 
Academy, the U.S. Military 
Academy, and the U.S. Naval 
Academy combined spend tens of 
millions of dollars to operate 
preparatory schools that provide an 
alternative avenue for about 700 
students annually to gain admission 
to the service academies. Service 
academy officials screen all 
applicants to identify those who 
they believe could succeed at the 
academies but who would benefit 
from more preparation. The 
Department of Defense (DOD) pays 
the full cost of providing this 
preparation. GAO was asked to 
review the three service academy 
preparatory schools, and this 
report specifically assesses (1) the 
adequacy of their current mission 
statements, (2) the effectiveness of 
these schools in accomplishing 
their missions, and (3) the 
effectiveness of DOD oversight of 
these schools. 



What GAO Recommends 



GAO recommends that the 
Secretary of Defense direct DOD, 
in concert with the services and the 
service academies, to align the 
preparatory schools’ mission 
statements with DOD guidance and 
the academies’ expectations; 
establish quantified performance 
goals and measures for the schools; 
and enhance the existing oversight 
framework for assessing the 
schools’ performance. In 
commenting on a draft of this 
report, DOD agreed with the 
recommendations. 
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The three service academy preparatory schools’ current mission statements 
do not clearly articulate the purpose for which the schools are being used by 
their respective service academies. In accordance with DOD guidance and 
the service academies’ expectations, the preparatory schools give primary 
consideration for enrollment to enlisted personnel, minorities, women, and 
recruited athletes. However, the preparatory school mission statements are 
not clearly aligned with DOD guidance and the academies’ expectations. 

This is a continuing problem, which GAO first reported in 1992. Without 
clear mission statements, the service academies and their respective 
preparatory schools cannot establish goals that fully reflect the preparatory 
schools’ intended purpose. 

It is difficult to evaluate how effective the preparatory schools have been in 
accomplishing their missions because the service academies have not 
established performance goals for the preparatory schools. Without specific 
performance goals, there is no objective yardstick against which to gauge 
preparatory school effectiveness, as would be consistent with the principle 
of best practices for ensuring optimal return on investment. 

The effectiveness of DOD, military service, and service academy oversight is 
limited because the existing oversight framework for assessing preparatory 
school performance does not include performance goals and measures 
against which to objectively assess performance. DOD and the services 
receive annual reports from the academies on preparatory school 
performance. Without stated performance goals and measures, however, the 
reports do not offer DOD, the services, or the service academies as good an 
insight into the preparatory schools’ performance and their return on 
investment as they could. 



Academy Preparatory School Operating Costs and Cost Per Graduate, Fiscal Years 
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Academy preparatory 
school 


Cost 

category 


FY 1999 


FY 2000 


FY 2001 


FY 2002 


U.S. Air Force 
Academy Preparatory 
School 


Total 

operating 

costs 


$6,381,169 


$5,385,619 


$5,628,625 


$5,459,059 




Cost per 
graduate 


36,673 


32,057 


30,425 


30,842 


U.S. Military Academy 
Preparatory School 


Total 

operating 

costs 


6,544,277 


6,993,648 


7,087,020 


7,325,31 1 




Cost per 
graduate 


34,263 


35,144 


38,727 


41,859 


U.S. Naval Academy 
Preparatory School 


Total 

operating 

costs 


7,212,997 


8,136,649 


8,549,809 


9.395,421 




Cost per 
graduate 


35,015 


43,982 


42,117 


40,850 


Source: DOD. 
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GAO 

Accountability * Integrity * Reliability 



United States General Accounting Office 
Washington, DC 20548 



September 10, 2003 

The Honorable Jerry Lewis 
Chairman 

The Honorable John P. Murtha 
Ranking Minority Member 
Subcommittee on Defense 
Committee on Appropriations 
House of Representatives 

The U.S. Air Force Academy, the U.S. Military Academy, and the U.S. 

Naval Academy combined spend tens of millions of dollars each year to 
operate service academy preparatory schools, preparing about 700 
students for admission to the service academies. The service academies 
are one of several sources of newly commissioned officers, and they are 
solely responsible for sending students to the academy preparatory 
schools. The service academies receive more than 10,000 applications 
each year. Academy admissions officials screen all applicants and identify 
those who they believe could succeed at the academies but who would 
benefit from more preparation. The preparatory schools provide an 
alternative avenue for these applicants to gain admission to the academies. 
The Department of Defense (DOD) pays the full cost of providing 
academic preparation, military orientation, and physical conditioning. In 
fiscal year 2002, DOD reported that costs per graduate for the U.S. Air 
Force Academy Preparatory School, the U.S. Military Academy 
Preparatory School, and the U.S. Naval Academy Preparatory School were 
$30,842, $41,859, and $40,850, respectively. 

The House report on defense appropriations for fiscal year 2003 directed 
that we review the three service academies and their preparatory schools. 
As part of our review of the service academies, we reviewed DOD 
oversight and admissions issues at all three service academies. We also 
surveyed all students and faculty at the three academies to obtain their 
perceptions of various aspects of student life at the academies. Based on 
our review of the service academies, we recommended that the Secretary 
of Defense, in concert with the services, enhance performance goals and 
measures to improve oversight of the academies’ operations and 



1 H.R. Rept. 107-532, at 14-15 (2002). 
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performance. These issues are addressed in separate reports. 2 This report 
addresses our review of all three service academy preparatory schools. As 
agreed with your offices, we assessed (1) the adequacy of the current 
mission statements of the preparatory schools, (2) the effectiveness of the 
preparatory schools in accomplishing their missions, and (3) the 
effectiveness of DOD oversight of the preparatory schools. 

In addition to interviewing officials at all three preparatory schools, the 
academies, the service headquarters, and DOD’s Office of the Under 
Secretary of Defense for Personnel and Readiness (OUSD/P&R), we 
reviewed the adequacy of the preparatory schools’ mission statements and 
pertinent DOD guidance. To assess the effectiveness of the preparatory 
schools in accomplishing their missions, we analyzed aggregate 
preparatory school performance data for preparatory school academic 
years 1993 through 2002 for four target groups of students common to all 
preparatory schools: (1) enlisted personnel, (2) minorities, (3) recruited 
athletes, and (4) women. Our analysis included preparatory school 
admissions and graduation data for each target group. We also reviewed 
DOD guidance on oversight roles, responsibilities, and reporting 
requirements, as well as academy regulations and instructions. We 
conducted our review between February and July 2003. Further details on 
our scope and methodology are in appendix l 



Results in Brief The three preparatory schools’ current mission statements do not clearly 

articulate the purpose for which the schools are being used by their 
respective service academies. This lack of clarity in mission statements is 
a continuing problem, which we first reported on in 1992. 3 Although the 
three preparatory schools exist to help the service academies meet their 



U.S. General Accounting Office, Military Education: DOD Needs to Enhance 
Performance Goals and Measures to Improve Oversight of Military Academies, 
GAO-03-1000 (Washington, D.C.: September 2003) and Military Education: Student and 
Faculty Perceptions of Student Life at the Military Academies, GAO-03-1001 (Washington 
D.C.: September 2003). ’ 

3 U.S. General Accounting Office, DOD Service Academies: Academy Prepara tory Schools 
Need a Clearer Mission and Better Oversight, GAO/NSLAD-92-57 (Washington, D.C.: Mar. 
13, 1992). 
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